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CIPS Global Commercial Strategy Sample Questions (Q28-Q33):
NEW QUESTION # 28 
SIMULATION
Discuss how XYZ, a global beverage manufacturing organisation, could use the Boston Consultancy Group Framework to impact
upon strategic decision making Introduction The Boston Consulting Group (BCG) Matrix is a strategic tool used by organizations to
analyze their product portfolio and allocate resources effectively. It classifies products into four categories-Stars, Cash Cows,
Question Marks, and Dogs-based on market growth rate and market share.
As a global beverage manufacturing organization, XYZ can use the BCG Matrix to evaluate its product range, identify growth
opportunities, and make informed strategic decisions.
1. Explanation of the BCG Matrix
The BCG Matrix is divided into four quadrants:

Example for XYZ:
Star: A fast-growing energy drink brand in emerging markets.
Cash Cow: A flagship cola product with stable market demand.
Question Mark: A new functional health drink with uncertain market acceptance.
Dog: An underperforming diet soda variant with declining sales.
2. How XYZ Can Use the BCG Matrix for Strategic Decision-Making
XYZ can use the BCG Matrix to make resource allocation and investment decisions based on product performance.

3. Advantages of Using the BCG Matrix for XYZ
� Resource Allocation - Helps prioritize investment in high-growth products.
� Strategic Focus - Identifies which products to grow, maintain, or phase out.
� Market Adaptation - Helps XYZ adjust its beverage portfolio based on changing consumer trends.
Example: If XYZ's energy drink (a Star) is experiencing high growth, more marketing and production investment may be justified.
4. Limitations of the BCG Matrix
� Ignores Market Competition - A product may have a high market share, but competition could still impact profitability.
� Simplistic Assumptions - Not all products neatly fit into one category; market dynamics are complex.
� Focuses on Growth and Share Only - It does not consider external factors like profit margins, customer loyalty, or brand strength.
Example: A Question Mark product might have potential, but if consumer preferences shift, it may never become a Star.
5. Application of the BCG Matrix in the Beverage Industry
XYZ can apply the BCG Matrix by reviewing its entire product portfolio across different geographic markets.
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Conclusion
The BCG Matrix is a valuable strategic tool for XYZ to analyze its product portfolio, prioritize investments, and make informed
market-based decisions. However, it should be used alongside other strategic models (e.g., PESTLE, VRIO) to ensure a
comprehensive business strategy.

Answer:

Explanation:
Boston Consulting Group (BCG) Matrix and Strategic Decision-Making for XYZ

NEW QUESTION # 29 
SIMULATION
Currency Options and Currency Swaps are instruments used in foreign exchange. Explain the advantages of using these derivatives
compared to the use of spot transactions

Answer:

Explanation:
Comparison of Currency Options, Currency Swaps, and Spot Transactions in Foreign Exchange Introduction In international trade
and finance, companies dealing with foreign currencies use various financial instruments to manage exchange rate risks. The three
main instruments are:
Currency Options - Provide the right (but not obligation) to exchange currency at a fixed rate in the future.
Currency Swaps - A contract to exchange currency flows over a set period.
Spot Transactions - A simple immediate currency exchange based on the current market rate.
While spot transactions offer simplicity, currency options and swaps provide better risk management and flexibility.
1. Currency Options (Flexible Risk Management Tool)
Definition
A currency option gives the holder the right, but not the obligation, to exchange a currency at a predetermined rate on or before a
specific date.
� Types of Options:
Call Option - Right to buy a currency at a fixed rate.
Put Option - Right to sell a currency at a fixed rate.
Example: A UK importer buying goods from the US purchases a GBP/USD call option to protect against an increase in the
exchange rate.
Advantages of Currency Options Over Spot Transactions
✔ Risk Protection - Protects against adverse currency movements while maintaining upside potential.
✔ Flexibility - No obligation to execute the transaction if the exchange rate is favorable.
✔ Ideal for Hedging Future Payments - Useful for businesses with uncertain future cash flows in foreign currencies.
� Disadvantages
✖ Premium Costs - Buying options requires upfront payment.
✖ Complexity - More sophisticated than spot transactions.
Best for: Businesses managing currency risk with unpredictable payment schedules.
2. Currency Swaps (Long-Term Hedging Solution)
Definition
A currency swap is a contract between two parties to exchange currency flows over a set period at a predetermined rate.
� How It Works:
Companies exchange principal and interest payments in different currencies.
Used to secure long-term financing in foreign markets.
Example: A UK company with a loan in USD enters a GBP/USD swap with a US firm to exchange interest payments, reducing
exchange rate risk.



Advantages of Currency Swaps Over Spot Transactions
✔ Long-Term Stability - Protects businesses from long-term exchange rate fluctuations.
✔ Cost Efficiency - Often cheaper than converting currency via spot transactions repeatedly.
✔ Reduces Interest Rate Risk - Useful for companies with foreign currency debt obligations.
� Disadvantages
✖ Less Flexible Than Options - The swap contract must be followed as agreed.
✖ Counterparty Risk - Dependent on the financial stability of the other party.
Best for: Companies with long-term foreign currency liabilities (e.g., loans, international contracts).
3. Spot Transactions (Immediate Currency Exchange, No Hedging)
Definition
A spot transaction is a straightforward exchange of currency at the current market rate for immediate settlement (usually within two
days).
Example: A European exporter receiving USD payment converts it immediately into EUR using a spot transaction.
Limitations Compared to Derivatives (Options & Swaps)
� No Risk Protection - Subject to daily exchange rate volatility.
� Not Suitable for Future Obligations - Cannot hedge against expected payments or receipts.
� Higher Costs for Frequent Transactions - Repeated spot trades incur forex fees and spread costs.
Best for: Small businesses or one-time transactions with no currency risk concerns.
4. Comparison Table: Currency Options, Swaps, and Spot Transactions

Key Takeaway:
Currency options offer flexibility and protection but come at a cost.
Currency swaps provide long-term stability for large corporations.
Spot transactions are simple but expose businesses to market fluctuations.
5. Conclusion & Best Recommendation
For businesses engaged in international trade, investments, or loans, using currency options and swaps is superior to spot
transactions, as they provide:
� Protection from exchange rate volatility.
� Cost efficiency for large or recurring transactions.
� Better financial planning and risk management.
Best Choice Based on Business Needs:
For short-term flexibility → Currency Options
For long-term contracts or loans → Currency Swaps
For one-time currency exchange → Spot Transactions
By selecting the right derivative instrument, businesses can reduce foreign exchange risk and improve financial stability.

NEW QUESTION # 30 



SIMULATION
Evaluate the following approaches to strategy formation: intended strategy and emergent strategy

Answer:

Explanation:
Evaluation of Intended Strategy vs. Emergent Strategy
Introduction
Strategy formation is a critical process that determines how businesses achieve their objectives. Two contrasting approaches exist:
Intended Strategy - A deliberate, planned approach, where management defines a clear course of action.
Emergent Strategy - A flexible, adaptive approach, where strategy evolves in response to external changes.
Both approaches have advantages and constraints, and organizations often combine both to maintain strategic direction while
adapting to market uncertainties.
1. Intended Strategy(Planned Approach to Strategy Formation)
Definition
An intended strategy is a structured, pre-planned approach where an organization sets long-term goals and develops a roadmap to
achieve them.
� Key Characteristics:
Clearly defined mission, vision, and objectives.
Top-down decision-making with structured implementation plans.
Focus on forecasting, market research, and competitor analysis.
Example:
McDonald's follows an intended strategy by expanding its franchise model using structured business plans and operational guidelines.
Advantages of Intended Strategy
✔ Provides a clear vision and direction - Ensures all departments align with corporate goals.
✔ Supports long-term resource allocation - Helps in budgeting and investment planning.
✔ Enhances risk management - Allows organizations to prepare for potential challenges.
✔ Ensures consistency - Ideal for stable industries with predictable market conditions.
Constraints of Intended Strategy
� Inflexible in dynamic markets - Struggles with unforeseen changes (e.g., economic crises, technology shifts).
� Can lead to missed opportunities - Focuses on execution rather than adaptation.
� Slow response time - Delays decision-making in fast-changing industries.
Key Takeaway: Intended strategy works best in stable environments where long-term planning can be executed without major
disruptions.
2. Emergent Strategy(Flexible & Adaptive Approach to Strategy Formation) Definition An emergent strategy is a responsive, flexible
approach where businesses adapt their strategies based on real-time changes in the market.
� Key Characteristics:
Strategy emerges from trial and error, experimentation, and learning.
Encourages bottom-up decision-making, allowing employees to contribute.
Focuses on short-term flexibility and continuous adjustments.
Example:
Amazon's move into cloud computing (AWS) was an emergent strategy, as it originally started as an online bookstore but adapted
to market opportunities.
Advantages of Emergent Strategy
✔ Highly adaptable - Allows businesses to pivot in response to market shifts.
✔ Encourages innovation and experimentation - Promotes new ideas and flexible problem-solving.
✔ Reduces risk of failure - Companies can adjust strategies before fully committing to large-scale investments.
✔ Works well in unpredictable environments - Essential for industries like technology, fashion, and e-commerce.
Constraints of Emergent Strategy
� Lack of clear direction - Can create confusion in organizations with no defined strategic goals.
� Resource inefficiency - Constant adjustments may lead to wasted time and investment.
� Difficult to scale - Unstructured decision-making can cause inconsistencies.
Key Takeaway: Emergent strategy is ideal for fast-changing industries where adaptability is more valuable than rigid planning.
3. Comparison: Intended Strategy vs. Emergent Strategy



Key Takeaway: Most successful organizations blend both approaches, using intended strategy for stability and emergent strategy for
adaptability.
4. Conclusion
Both intended and emergent strategies have strengths and weaknesses.
� Intended strategy is best for structured, long-term growth in stable industries.
� Emergent strategy allows for rapid adaptation in volatile markets.
� Most businesses use a combination of both approaches, balancing planning with flexibility.
By integrating intended and emergent strategies, organizations can maintain stability while responding effectively to market changes.

NEW QUESTION # 31 
SIMULATION
Discuss 4 stages of the industry and product lifecycle and explain how this can impact upon a company's business strategy.

Answer:

Explanation:
Industry and Product Lifecycle Stages & Their Impact on Business Strategy Introduction The Industry and Product Lifecycle Model
describes how industries and products evolve over time, affecting market demand, competition, and profitability. The model consists
of four stages-Introduction, Growth, Maturity, and Decline-each influencing a company's strategic decisions on marketing, pricing,
production, and investment.
Companies must adapt their business strategy at each stage to remain competitive, maximize profitability, and sustain long-term
growth.
1. Four Stages of the Industry and Product Lifecycle

High R&D and marketing costs
Limited competition
Low sales volume | - High investment in product development & market awareness Skimming or penetration pricing strategy Target
early adopters & build brand identity | | 2. Growth Stage | - Rising sales & market demand More competitors enter the market
Profitability increases Scaling production | - Expand distribution & market reach Enhance product differentiation Increase advertising
& brand positioning Invest in supply chain efficiency | | 3. Maturity Stage | - Market saturation Slower growth rate Intense price
competition Peak profitability | - Cost-cutting & process optimization Focus on customer loyalty & retention Introduce new features
& upgrades Expand into new markets | | 4. Decline Stage | - Market demand falls Profit margins shrink Product obsolescence
Competitor innovations take over | - Discontinue or rebrand the product Shift to new technology or innovation Reduce production
costs or exit the market |
2. Impact of Lifecycle Stages on Business Strategy
1. Introduction Stage - Market Entry Strategy
Companies must invest heavily in R&D, marketing, and infrastructure to introduce a new product or enter a new industry.
� Strategic Decisions:
High R&D spending on innovation and patent protection.
Pricing strategy: Either premium pricing (skimming) for high-end customers or low pricing (penetration) to gain market share quickly.



Target early adopters and niche customers to build brand awareness.
Example: Tesla's Model S launch in 2012 targeted early EV adopters, using a high-end pricing strategy to attract premium buyers.
2. Growth Stage - Expanding Market Share
As demand increases, companies must scale operations, expand marketing, and stay ahead of competitors.
� Strategic Decisions:
Expand into new geographic markets and increase production capacity.
Invest in advertising and promotional campaigns to establish brand dominance.
Improve product differentiation (e.g., adding new features, improving design).
Example: Apple's iPhone growth strategy focused on expanding into emerging markets while continuously innovating hardware and
software.
3. Maturity Stage - Maintaining Competitive Advantage
Market saturation leads to slower growth, intense competition, and price wars. Companies must focus on cost efficiency and
customer loyalty.
� Strategic Decisions:
Implement cost-cutting measures and optimize supply chains.
Shift focus to brand loyalty programs and after-sales services.
Introduce product extensions, upgrades, or new models to sustain demand.
Example: Coca-Cola continues to dominate the mature soft drink market by launching new flavors (e.g., Coke Zero) and aggressive
brand marketing.
4. Decline Stage - Managing Product or Market Exit
When demand declines due to changing consumer preferences or technological advancements, companies must decide whether to
exit or reinvent the product.
� Strategic Decisions:
Discontinue the product and shift focus to more profitable ventures.
Rebrand or reposition the product to attract a niche market.
Diversify into new product categories to stay relevant.
Example: Blockbuster failed to adapt in the decline stage, whereas Netflix transitioned from DVDs to streaming, ensuring survival.
Conclusion
The Industry and Product Lifecycle Model guides companies in making strategic decisions at each stage. To succeed, businesses
must adapt their pricing, marketing, investment, and innovation strategies accordingly. Organizations that fail to adjust (e.g., Kodak in
digital photography) risk losing market relevance, while those that innovate and diversify (e.g., Netflix, Tesla) achieve long-term
sustainability.

NEW QUESTION # 32 
SIMULATION
XYZ is a construction firm which builds houses in Birmingham. Discuss a tool that it can use to assess the remote environment and
discuss a tool it can use to evaluate the operating environment.

Answer:

Explanation:
Environmental Analysis Tools for XYZ Construction Firm
To make strategic decisions, XYZ Construction needs to assess both the remote environment (external macro factors) and the
operating environment (industry-specific and competitive factors). Two widely used tools for these assessments are:
PESTLE Analysis - for analyzing the remote environment
Porter's Five Forces - for evaluating the operating environment
1. Assessing the Remote Environment: PESTLE Analysis
Tool: PESTLE Analysis helps organizations evaluate macro-environmental factors that impact long-term business strategy.
Why use PESTLE?
It identifies external influences (political, economic, social, technological, legal, and environmental) that XYZ cannot control but must
respond to.
PESTLE Analysis for XYZ Construction:



Example: If the UK government introduces new housing grants, XYZ may expand operations to capitalize on increased demand.
2. Evaluating the Operating Environment: Porter's Five Forces
Tool: Porter's Five Forces helps XYZ analyze industry-specific competition and market dynamics.
Why use Porter's Five Forces?
It helps assess competitive pressures that impact XYZ's profitability and positioning.
Porter's Five Forces Analysis for XYZ Construction:

Example: If supplier power is high due to rising material costs, XYZ must negotiate better contracts or explore alternative suppliers.
Conclusion
� PESTLE Analysis helps XYZ understand the external environment affecting the construction industry.
� Porter's Five Forces enables XYZ to evaluate industry competition and make informed strategic choices.
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